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BATTLE STAFF EFFECTIVENESS OBSERVER/CONTROLLER TRAINING:
OBSERVATIONS OF PROTOTYPE COURSE

Introduction

The Battle Staff Effectiveness (BSE) Observer/Controller
(O/C) Training program was developed by BDM Federal, Inc., under
Contract MDA903-92-D-0075. The Advanced Research Projects Agency
(ARPA) under the Simulation In Training for Advanced Readiness
(SIMITAR) umbrella sponsored the BSE prototype training program
development for use by 0/Cs assigned to current and emerging
battle simulation programs. The development of the instructional
package and refinement based on one presentation were the
research objectives.

The need for enhanced performance assessment skills in the
area of battle staff observation, particularly for support of
Reserve Component (RC) training, has been documented in current
literature (Brown, 1992). A summary of earlier theoretical work
by Olmstead (1992) presented the Adaptive Coping Cycle as a model
of organizational effectiveness that could be adapted for use in
military simulations to determine battle staff effectiveness.
The Adaptive Coping Cycle consists of 7 processes beginning with
recognition of the condition requiring adaptation and proceeding
to the final process of feedback which can start the cycle over
again (see Table 1).

The prototype training package development was to complement
established Combat Training Center (CTC) assessment procedures
and experience, but with the additional objective of assessing
individual and integrated staff functional skill performance.
Research showed that battle staff effectiveness and functional
integration were not addressed in current or planned state-of-
the-art training for 0/Cs. Like the absence of functional skills
training for battle staffs documented by Thompson, Thompson,
Pleban, and Valentine (1991), O/Cs did not have the training or
experience to assess individual and integrated staff performance
effectiveness. Therefore, the development of a prototype BSE
training program was considered necessary to complement existing
observer skills in support of battalion and higher echelon battle
simulation training. The resulting prototype training program
was designed to present the requisite knowledge and skills to
0/Cs in battle simulation programs.

The technical research objective was to design and develop a
comprehensive battle staff functional competency and operational
effectiveness Program of Instruction (POI) for selected 0/Cs,
including one presentation of the material. Models from earlier
staff role competency and integration research (Olmstead,
Christiansen, & Lackey, 1973; Olmstead, Elder, & Forsyth, 1978)
were utilized in this training technology application. Battle




Staff Integration (Olmstead, 1992), offered the most recent
summary of battle staff training effectiveness assessment,
addressing the complex characteristics of the battle staff skills
and activities that were required.

Table 1

Olmstead‘’s Adaptive Coping Cycle

Sensing: Acquiring information concerning the state of or events
occurring in the environment by the organization.

Communicating Information: The process by which information is
disseminated to elements within the unit required to act on it.

Decision Making: Includes those actions taken by the
organization leading to the conclusion that some action needs to
be taken by the organization.

Communicating Implementation: Includes the transmission of
instructions with sufficient completeness to transmit full
understanding of the action required. This process requires
discussion and interpretation to achieve the full understanding.

Stabilizing: The process of taking action to adjust operations
to maintain stability and functional integration in the face of
potential disruption.

Coping Actions: 1Includes activities involving direct action
against the targeted environment. Coping Actions, by their
nature, are major determinants of unit effectiveness.

Feedback: The assessing of the effects of prior actions through
further sensing of both the internal and external environments.

The prototype POI was intended to be used to conduct a
demonstration training program with O/Cs with sufficient
competency in unobtrusive observation and assessment skills to
allow them to identify and diagnose both facilitating and
dysfunctional battle staff activities. The training objective
was to ensure that 0/Cs were able to identify and record critical
behaviors related to battle staff effectiveness competencies and
report critical incidents for effective remediation.

The prototype POI was to be straightforward for easy
presentation. It was to include all appropriate skills training
materials, job aids, and documentation to permit an experienced
organizational development instructor to effectively conduct the




training program. Feedback from the 0/Cs was used to enhance the
prototype POI.

Method

Subjects

A total of 25 soldiers participated as classroom subjects.
Of the total, 22 were assigned to the Reserve Component Virtual
Training Program (RCVTP) at Fort Knox, Kentucky. Two were U.S.
Army National Guard personnel from the National Guard Office of
the Special Assistant to the Commanding General, Fort Knox, and
one was from the Idaho National Guard. They enthusiastically
participated in the program, stimulating debate and discussion
amongst themselves and providing constructive criticism of the
program during conversations with the ARI observers. Their level
of expertise and experience was evident throughout the pilot
presentation as they interacted with the instructor and each
other.

Materials

The prototype POI was structured in three components for the
intended use of military instructors to train O/Cs. It consisted
of an Instructor Guide, a Student Guide, and Course Reference
Material. The Battle Staff Effectiveness Participant Evaluation
Questionnaire was used to gather feedback.

Instructor Guide (Appendix A). This document provides a
brief introduction to the training material, training objectives,
topic scheduled for the complete five day program (35 hours of
instruction), support requirements, references, lesson plans, and
graphic training aids. It also includes a section on instructor
preparation which outlines the instructor's responsibilities and
a course of study to use prior to presenting the class.

Student Guide (Appendix B). This document is divided into
five sections. Section I provides a brief overview of the Battle
Staff Effectiveness Observer/Controller Training. Section IT
provides a listing of the training course objectives. Section
III provides a daily schedule of activities. Section IV is a
list of general references relevant to functional competence of

organizations. Section V provides a copy of the visual aids used
in the training.

Course Reference Material (Appendix C). This reference
volume includes a section on developing functionally competent
organizations, a guide for analyzing and assessing battle staff
functions, notes on small group methods of instruction, and a
copy of Battle Staff Integration (Olmstead, 1992).




Battle Staff Effectiveness Training Participant Evaluation
Questionnaire (Appendix D). The questionnaire asked the

participants to evaluate the effectiveness of each instructional
unit and asked for comments on the program, and a speaker
evaluation.

Procedure

POI Schedule. The Program of Instruction was scheduled to
be presented across five days (35 hours) with the majority of
classroom lectures (Units 1-9) presented during the first two
days. These instructional units were to provide a foundation for
subsequent observation practical exercises (see Table 2).

Table 2

Instructional Units

Unit POI Hours
1 Introduction to the Program 1
2 Roles of the Observer/Controller 1
3 Developing Competent Organizations 1
4 The Competence Model 2
5 Process Roles of the Battle Staff 1
6 Functional Activities 1
7 Assessing Performance 1
8 Introduction to the Battle Staff Assessment System 2
9 The Assessor Guide 1
10 Observing and Assessing Battle Staff Performance 3
11 Battle Staff Self-Assessment 3
12 Review of On-Site Observational Procedures 4
13 Practice in Process Observation

and Assessment Procedures 3
14 Practice in Battle Staff

Self-Assessment Procedures 4
15 Practice in Process Observation

and Assessment within Simulation 3
16 Program Evaluation 2
17 Summary and Conclusion 2

The remaining time (Units 10-15) was to be devoted to staff
performance observation, self-assessment, and simulation
assessment skills and techniques. The last two units (16 and 17)
were to be devoted to program evaluation and program conclusion.
The lecture presentations were video taped in case the prototype
had future applicability with other 0O/C populations and to
capture comments for POI improvement.




Results

A total of 11 hours of the 14 scheduled hours of classroom
instruction was presented (seven hours on day one and four hours
on day two) to the participants. These limited hours were
scheduled to accommodate the other required duties of the
participants. The simulation observations and practical
exercises were also not scheduled because of 0/C duties which
conflicted with this training. Some of the participants were not
available for the entire two days of instruction.

Those who attended all instruction responded to questions in
the Battle Staff Effectiveness Training Participant Evaluation
Questionnaire (Appendix D) at the completion of the second day of
instruction (n=20). The questionnaire asked the participants to
evaluate the effectiveness of each instructional unit on a five
point scale with 1 representing "poor" and 5 representing
"exceptional" (see Table 3).

Table 3

Effectiveness Rating of the Instructional Units

Unit Rating
Introduction to the Program 2.4
Roles of the Observer/Controllers 2.4
Developing Competent Organizations 2.4
The Competence Model 2.4
Process Roles of the Battle Staff 2.3
Functional Activities 2.4
Assessing Performance ' 2.7
Introduction to the Battle Staff

Assessment System ° .7
The Assessor Guide ° 2.4

Note. n=20 *'n=19 ? n=18

In the written comments the most frequently reported
effective portions of the training program were those which
addressed actual assessment procedures. The participants
displayed the most interest and animation during discussions of
assessment procedures while finding the discussion of the
associated theory to be of little value. 1In fact, they found the
discussion of theory to be extremely controversial due to the
"civilian" terms used and the cited statistical support which
appeared to be irrelevant to their needs. Presenting this
program based on the literature appeared problematic. As a
result, the terminology of the Adaptive Coping Cycle was




addressed directly by the 0/Cs on the second day of the
presentation resulting in the terminology changes depicted in
Table 4.

Table 4

Battle Staff Processes Terminology Conversion

Olmstead Applied Military
Sensing Acquiring Information
Communicating Information Communicating Information
Decision Making Decision Making
Communication Implementation Communicating Decisions
Stabilizing Contingency Actions
Coping Actions Executing

Feedback Feedback and Follow-up

The questionnaire also asked for written comments in
reference to the most and least effective portions of the
program, and included a four item speaker evaluation (see Table
5) using the same five point scale. '

Table 5

Evaluation of the Instructor

Area of Evaluation Rating
Presentation Skills 2.4
Responsiveness to Participants 2.8
Knowledge of Subject 2.9
Organization and Preparation 2.5

Overall the instructor was perceived as competent by the
participants with the highest rating being in knowledge of the
subject. The majority of the participants' comments was directed
at the content of the program rather than the gualities of the
instructor.

In reviewing the video tapes it became apparent that the
tapes would not be useful for their intended purpose due to the
fact that extensive modification of the terminology used in the
instruction would be necessary prior to any subsequent assessment
of the POI. As previously discussed, the use of terms found in
psychological literature became a serious point of contention
with the 0/Cs. The prototype program was subsequently modified




to incorporate more appropriate military terms, resulting in
obsolete tapes, precluding their use in the classroom.

Discussion

During the first three hours of the pilot presentation the
instructor lost the interest of the 0/Cs and appeared to have a
lack of enthusiasm for his subject. As previously discussed, his
presentation lacked authenticity/credibility with his audience,
which reduced the level of interest rapidly during these first
few hours of the presentation. He lost control of the classroom
during discussions. This became most apparent when during the
small group discussions the control of the classroom was
relinquished to several of the 0/C senior officers. The
instructor found himself waiting for the 0/Cs to end the
discussion.

Perhaps the most disturbing observation was that the
instructor did not interject his thoughts or attempt to feed back
and summarize the points the 0/Cs were developing. It was as if
the instructor did not understand the content of the 0/Cs'
discussions. The loss of control and subsequent loss of interest
on the part of the 0/Cs reduced the effectiveness of the
remainder of the first day of instruction.

The instructor was able to make a recovery on the second day
of the presentation, regaining O/C interest. Overall the
presentation did not provide a good opportunity to assess the
POI's value, in part due to the instructor and in part due to the
limited time actually spent on the POI. Comments and experience
with the POI were limited to the classroom presentation portion
(11 hours out of the total 35 hours) of the POI. As noted
before, the practical exercises were untested.

While O/Cs were available only for the lecture
presentations, a great deal of information toward revision of the
POI was learned by the developer through feedback and review of
video tapes. The following suggested improvements based upon
additional detailed 0/C feedback needed to be incorporated:

e Translate the entire POI, except for the references, into
commonly accepted Army terminology.

e TInclude vignettes or case studies from current Army Operations
in each instructional unit to better relate the material to
current Army doctrine and Battle Staff Operations.

e Add relevant goals, objectives, and an expected outcome of the
program to instructional unit 1.




e TInclude a model relating the adaptive coping cycle to either
the tactical decision making model and/or troop leading
procedures and the estimate process to better relate the
process to battle staff observation.

e Organize the POI to facilitate instructor/student use by
sequentially numbering the pages, appendices, and annexes to
include tabbing of key sections.

e Relate the data presented in table format to the statistics of
current battle staff operations.

e Revise the visual aids into bullet format for ease of
comprehension.

Other possible improvements to consider include:

¢ Revamp the course to minimize theory and maximize “how to”
knowledge.

e Enlarge the student guide to present a synopsis of material on
“how to” assess battle staff effectiveness.

Summary

The pilot presentation of the prototype Battle Staff
Effectiveness Observer/Controller Training Course provided an
excellent opportunity to obtain subject matter expert criticism
and feedback. The 0/C comments were used by the developer and
incorporated into the delivered product.

The POI remains untested in its revised form. The limited
availability of the 0/Cs did not permit a full evaluation of the
complete 5 day POI. The unevaluated portion of the POI consists
primarily of practical exercises which follow simulation
exercises conducted by the O0/Cs. Since no exercises were
included in the original presentation, little can be assessed
regarding current changes. It is recommended that further
refinement and an additional presentation be conducted to
determine the effectiveness of the full 35 hour prototype POI and
its overall utility.
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SECTION |

INTRODUCTION

The purpose of this training program is to equip Observer/Controllers (O/Cs) with the
skills required to assess Battle Staff functioning and effectiveness, thereby enabling
0/Cs to perform their designated roles in @ more effective manner. Use of methods
and approaches set forth in this training program will facilitate the development of
more effective performance within battle staffs and, accordingly, should result in more
effective performance within operational units.

Implementation of the concepts and techniques which O/Cs will learn through
participation in this course will contribute to their capability for conducting necessary
assessment activities and for identifying and diagnosing performance problems within
the unit.




SECTION |

GENERAL CONSIDERATIONS

Basis of Program

This training program was developed based upon results of two research projects
which were conducted by the Human Resources Research Organization (HUmRRO)
under contract to the Army Research Institute for the Social Sciences (ARI). The first
study, HumRRO Project FORGE (Olmstead,et al. 1973), was an intensive simulation
study of U.S. Army Infantry Battle Staffs. The second study, HumRRO Project Cardinal
Point, (Olmstead, et al. 1978), was conducted under field operational conditions with
12 battalion battle staffs in one U.S. Army division in Europe and validated the findings
of the Project FORGE. A third project which has significance for the training program
was conducted under auspices of the Institute for Defense Analyses, (Olmstead,

1992).

Taken together, the results of the above projects constitute the foundations for the
concepts, methodology, and findings presented in this training program.

Presentation of Program

One point is especially important. The thrust of the training program is to train O/Cs
to perform their roles more effectively. The training program, where possible, heavily
emphasizes consideration of the realistic implications associated with implementation
of the program concepts in an operational unit. Practical application of observational
and assessment techniques is stressed.

However, the conceptual material presented early in the program should not be
underplayed. Experience has shown that having a strong conceptual framework with
which to assess observed situations is extremely important. Understanding of the
conceptual framework is highly critical.

The instructor should insure that students learn the framework within which
organizational behavior is best evaluated.

Organization of Program

The program is designed so that either in-depth class discussion or a practical
exercise, or both, follow a lecture session covering a particular concept or concepts.
This discussion and/or practical exercise allows for immediate consideration of the
realistic implications of the concepts that were presented during the lecture.
Participants can often cite personal experiences which illustrate some aspects which
should be considered when the O/C is implementing a particular concept.

A-6




SECTION |

As shown in the schedule which is present in each lesson plan,the particular time
frame for the succeeding activities is clearly specified. If a practical exercise is
indicated, the instructor need only to go to the section of the Course Reference
Material section referenced in the lesson plan. All necessary instructions and materials
for conducting a practical exercise will be presented in the referenced section.

References are cited in each lesson plan for specific topics to be covered in the
lecture. The Student Text, which is used as a reference throughout, is not indicated
other than as a general reference for that instructional unit.

Small-Group Discussion

Section Il of the Course Reference Material book presents some pointers for
conducting small discussion groups. The conditions encountered when conducting
this training program may require some modifications of the suggested procedures,
eg., a very small class. This condition would require that the instructor establish
groups fewer than the optimum number of members. However, it is strongly
recommended that groups not be established with fewer than four members.

A-7
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INSTRUCTOR PREPARATION

The training materials described in this Instructor Guide have been designed so that
the program can be conducted by one instructor who is knowledgeable in the area of
military training and, in addition, is combat arms qualified.

As one area of preparation for conducting this training, the instructor should study:

(1)  This guide-- Instructor Guide for Battle Staff Effectiveness, Observer/Controller
Training--with special attention being given to training notes and the documents
provided in the Course Reference Materials:

(2)  The O/C Student Guide: Battle Staff Effectiveness Program: and
(8)  The documents referenced in these guides.

Material relevant to the concepts included in the lesson plans can be found in the
references. Section V, Lesson Plans, of this Guide presents the complete reference
list for all necessary materials for conducting this course. )

Recommended outlines for each instructional unit of this program are presented in
Section VI, Lesson Plans, of this Guide. Since these materials closely follow the
material contained in the Course Reference Materials, that material can be used as the
basic content of the lecture-discussion periods. However, this material should not be
solely relied on. Greater elaboration and detail of the topics covered during this
program will result from use of information contained in the referenced materials. The
instructor should become very familiar with such material prior to conducting this
program.

Each Instructional Unit is presented as a self-contained module (other than for the
activities scheduled in a time segment for a practical exercise where included). This
approach not only facilitates any necessary reproduction of the material, but also
allows instructor-developed material to be added easily to each unit. The instructor is
encouraged to develop any material that will contribute to effectively conducting this
program. Additional material might take such forms as a detailed outline of topics
which the instructor feels should be included or tables of specific data to which the
instructor may have access.

It should be emphasized that each Instructional Unit consists of a Lesson Plan, or
Outline; together with Training Notes for each Lesson Plan. The Training Notes are 10
provide guidance for development of a full lesson.

Full training scenarios are not provided. It is deemed to be the responsibility of each
instructor 1o develop their own lesson plans, based upon their own knowledge,
experience, and the references in Section V. For example, instructors may include
vignettes, personal experiences, current events, anecdotes, etc., which may add to
and strengthen the teaching points in the lesson outlines.




SECTION |

In this way, instructors have the options of tailoring the program to be appropriate to
themselves and students.

Separate Instructor Guides for each practical exercise are contained in the appendices
to Section Il of the Course Reference Materials. Each is self-contained and includes
all information required to conduct the exercise.

In addition to self-preparation, the instructor will be responsible for insuring that
advance provisions have been made for the physical facilities, materials, and
equipment required to conduct this program. The most efficient approach is to
complete all preparations prior to beginning of training. Support requirements are

shown in Section IV of this guide.




SECTION |

STUDENT PREPARATION
Reference Materials: The following documents should be distributed to program
participants as indicated below. Participants should be instructed to read various
sections as indicated below.

Study Documents

1. Battle Staff Integration, Joseph A. Olmstead, Alexandria VA: Institute for
Defense Analyses, Paper P-2560, 1992

2. Developing Functionally Competent Organizations

3. Guide for Analyzing and Assessing Battle Staft Functions

Document 1 should be distributed to program participants at least one day prior to the
first day of the program. Participants should be instructed to read Chapters |, I}, and
X as preparation for the first day of the program. ’

% A-10
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READING ASSIGNMENTS

The schedule presented below can be used by the instructor to determine class
assignments. Material to be covered during a particular training day should be

assigned to participants on the preceding day.

Day of Material

Program to be covered

1. Document 1: Chapters 1,11,X

Document 2 Developing Functionally

Competent Organizations

2. Document 3: Guide for Analyzing and
Assessing Battle Staff Functions

3. - Document 3: Guide for Analyzing and
Assessing Battle Staff Functions.
Self-Assessment

4. Document 3: Guide for Analyzing and
Assessing Battle Staff Functions

5. All

A-11
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SECTION |i

TRAINING OBJECTIVES

INSTRUCTIONAL  TYPE

UNIT OBJECTIVE

L. Program Terminal A.

i Enabling

! Enabling

11} Enabling

il " Enabling

A-13

OBJECTIVE

While observing Battle Staff
performance in a simulation, student
must conduct the principal on-site
process observation and assessment
procedures, in 80% compliance with the
Competence Model.

When supplied with five (5) completed
Organization Competence Surveys
(Short Forms), student must compile
BS self-assessment data with 90%
accuracy, and correctly interpret the
data.

Within a simulation situation, student
must observe and assess a full Battle
Staff process performance, identifying
80% of critical functional and
dysfunctional activities occurring during
the course of the simulation.

Student must list the four elements in
the general role of an O/C and
describe the activities of each element.

Student must specify the several roles
of an O/C in Battle Staff Assessment.

Student must state the organizational
attributes required for an organization
to cope with present-day operating
conditions.

Students must define Organizational
Competence and state its relation to
organizational effectiveness.
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INSTRUCTIONAL TYPE

UNIT OBJECTIVE
)Y Enabling
v Enabling
Vv Enabling
\ Enabling
Vii Enabling
Vi Enabling
Vii Enabling
IX Enabling
IX Enabling
IX Enabling
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OBJECTIVE

Student must list and be able to identify
the organizational processes that
comprise the Competence Model.

Student must know that the
organizational processes in the
Competence Model represent quality of
performance by an organization

Student must define and be able to
distinguish between Facilitating
Activities and Dysfunctional Activities of
battle-staff members.

Student must list and define two
purposes of assessment.

Student must know the two methods of
assessing BS process performance and
the potential values of each method.

Student must list and describe each
element of the Battle Staff Assessment
System.

Student must list and define three
potential uses of the Battle Staff
Assessment System.

Student must know the potential uses
of the Assessment Guide.

Student must know, in general, the
criteria of quality for how well
organizational processes are
performed.

Student must be able to apply
operational definitions for each
organizational process.
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INSTRUCTIONAL TYPE

UNIT

X

Xi

Xl

Xi

Xl

Xil

OBJECTIVE

Enabling
Enabling

Enabling

Enabling

Enabling

Enabling
Enabling

Enabling

Enabling
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OBJECTIVE

Student must be able to describe how
to conduct an on-site observation of
battle staff process performance.

Student must know how to relate BS
process performance to operational
outcomes.

Student must be able to distinguish
between descriptions of facilitating
actions and dysfunctional actions in
assessment of process performance.

Student must stipulate the type of .
process performance feedback when
conducting after-action review with
battle staff versus after-action report to
unit commander.

Student must be able to describe a
Battle Staff Self Assessment procedure.

Student must be able to compile data
from completed BS Self Assessment
Forms.

Student must be able to attach meaning
to results of BS Self-Assessment data
compilation.

Student must distinguish between types
of self-assessment feedback when
conducting after-action review with
battle staff versus after-action report to
unit commander.

Student must know principal on-site
observational procedures for assessing
BS process performance.
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INSTRUCTIONAL TYPE
UNIT OBJECTIVE . OBJECTIVE

Xill Terminal A. While observing Battle Staff
performance in a simulation,
student must conduct the
principal on-site process
observation and assessment
procedures, in 80% compliance
with the Competence Model.

B. When supplied with five (5)
completed Organizational
Competence Survey (Short
Forms), student must compile
BS self assessment data with
90% accuracy, and correctly
interpret the data.

C. Within a simulation situation,
student must observe and
assess a full Battle Staff process
performance, identifying 80% of
critical functional and
dysfunctional activities occurring
during the course of the
simulation.

XV Terminal A. While observing Battle Staff
performance in a simulation,
student must conduct the
principal on-site process
observation and assessment
procedures, in 80% compliance
with the Competence Model.

B. When supplied with five (5)
completed Organizational
Competence Surveys (Short
Forms), student must compile
BS self-assessment data with
90% accuracy, and correctly
interpret the data.
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INSTRUCTIONAL

UNIT

TYPE

OBJECTIVE

Terminal

OBJECTIVE

C.

A-17

Within a simulation situation,
student must observe and
assess a full Battle Staff process
performance, identifying 80% of
critical functional and
dysfunctional activities occurring
during the course of the
simulation.

While observing Battle Staff
performance in a simulation,
student must conduct the
principal on-site process

_observation and assessment

procedures, in 80% compliance
with the Competence Model.

When supplied with five (5)
completed Organizational
Competence Surveys (Short
Forms), student must compile
BS self-assessment data with
90% accuracy, and correctly
interpret the data.

Within a simulation situation,
student must observe and
assess a full Battle Staff process
performance, identifying 80% of
critical functional and
dysfunctional activities occurring
during the course of the
simulation.
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This P

A-18




SECTION Il

DAILY SCHEDULE
(Total Time - 35 Hours)

Legend: LD - Lecture - Discussion
PE - Practical Exercise
C - Conference
E - Examination
SGD - Small Group Discussion
CD - Class Discussion

DAY [INSTRUCTIONAL HOURS TOPIC METHOD
UNIT

1 | 1 Introduction to Program LD
1 i 1 Roles of O/C LD, SGD
1 i 1 Developing Competent

Organizations LD
1 \Y) 2 ~ The Competence Model LD
1 \" 1 Process Roles of Battle

Staff ' LD, SGD
1 Vi 1 Facilitating and

Dysfunctional Activities LD, SGD
2 Vil 1 Assessing Performance LD
2 viil 2 introduction to the Battle

Staff Assessment System LD, SGD
2 X 1 The Assessor Guide LD
2 X 3 Observing and Assessing

Battle Staff Performance LD, SGD
3 Xi 3 Battle Staff

Self Assessment LD, SGD, CD
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DAY INSTRUCTIONAL HOURS TOPIC METHOD

UNIT
3 Xt 4 Review of On-Site Observa-
tional Procedures (In TOC) PE -
4 Xl 3 Practice in Observation and
Assessment Procedures PE
4 XV 4 Practice in Coordinating BS

Self-Assessment - Data

Interpretation and After-

Action Review of Process

Performance PE, SGD

Practice in Process Observa-
tion and Assessment Within

Simulation PE
Program Evaluation E, C
Summary and Conclusion LD
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SUPPORT REQUIREMENTS

1. Classroom or Conference Room Requirements
a. Tables and chairs, or classroom armchairs, for up to 30 participants.
b. Chalkboard, Chalk, and eraser.
C. Vu-graph projector and projection screen.
2. Documentary Material Requirements
a. Student Text: Battle Staff Effectiveness, Observer/Controller
Training Program. (One copy per participant).
b. Olmstead, J.A., Battle Staff Integration, IDA Paper P-2560.
Institute for Defense Analyses, 1992 (One copy per participant).
C. Instructor's Manual: Battle Staff Effectiveness, Observer /Controller
Training Program.
d. Materials for each practical exercise as described in "The Preparation

Requiu_'ements" of each appendix.
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REFERENCES

Olmstead, J.A., Battlestaff Integration, DA Paper P-2560, Institute for Defense
Analyses, Alexandria, VA 1992.

Olmstead, J.A., Developing Functionally Competent Organizations, 1994.

Olmstead, J.A., Guide to Analyzing and Assessing Battle Staff Functioning, 1994.
Olmstead, J.A., Christensen, H.E. and L.L. Lackey, Components of Organizational
Competence: Test of a Conceptual Framework. Technical Report 73-19, Human
Resources Research Organization, Alexandria, VA., August 1978.

Olmstead, J.A. and Elder, B.L., Organizational Process Performance and Unit Mission
Readiness: Training for Battalion Command Groups. Final Report, Human Resources
Research Organization, Alexandria, VA., ‘November 1980.

Olmstead, J.A., Elder, B.L. and Forsyth, J.M., Organizational Process and Combat
Readiness: Feasibility of Training Organizational Effectiveness Staff Officers to Assess
Command Group Performance. Interim Report IR-ED-78-13, Human Resources
Research Organization, Alexandria, VA., October 1978.

Student Text, “Battlestaff Effectiveness Observer/Controller Training Program®, 1994.
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INSTRUCTIONAL UNIT I

INTRODUCTION TO PROGRAM

A. Schedule

Time Allotted Scope of Each Activity
1 hour Lecture and discussion of the purpose and focus of the
program, administrative instructions, and program training
objectives.

B. Objectives
1. Program Terminal Objectives

a While observing Battle Staff performance in a simulation, the
student must conduct the principal on-site process observation
and assessment procedures, in 80% compliance with the
Competence Model.

b. When provided with five (5) completed Organizational Competence
Surveys (Short Forms), the student must compile BS
self-assessment data with 90% accuracy and correctly interpret the

data.

C. Within a simulation situation, the student must observe and assess
a full Battle Staff process performance, identifying 80% of critical
functional and dysfunctional activities during the course of the

simulation.

C. Type of Instruction

Lecture-Discussion
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D. Lesson Outline
1. Introduction to program
2. introduction to personnel
a. instructional personnel
b. Participants
3. Purpose of program
a To provide observers/controllers with knowledge, skills, and

competencies required to systematically observe and assess the
functional competence of battle staffs

(See Training Note 1). _ -
4. Program Training Objectives

(See Training Note 2 )
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References

1.

2.

Chapters |, Il, and X, "Battle Staff Integration,” IDA Paper P-2560.

(See Training Note 3).

Introduction to Student Guide, “Battle Staff Effectiveness
Observer/Controller Training.”

Training Aids

None

Training Notes

1.

Clarification may be required of the battle staff competence assessment
and the expanded role of observers/controllers, in order for the purpose
of the program to be clear. Do not overstress the O/C role because the
role will be completely covered in later instructional units.

Program Terminal Training Objectives:

"The Program Terminal Training Objectives are shown in ltem B.1
at the beginning of this instructional unit.

Distinguish between program objectives and enabling objectives.
Stress that these are Terminal Training Objectives for the entire
program.

Chapters 1, II, and X of *Battle Staff Integration” were the initial study
assignment for students. The purpose of this assignment is to provide
students with understandings of military organizations as open systems.
The Competence Model and concomitant assessment procedures
follows the open systems approach.
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ROLES OF OBSERVERS/CONTROLLERS

Schedule

Time Allotted Scope of Each Activity

20 minutes Lecture-Discussion covering the General Role of
Observer /Controllers in conventional military training.
(See Training Note 1)

20 minutes - Lecture-Discussion covering the specific roles of O/Cs in
Battle Staff Assessment.
(See Training Note 2)

20 minutes Small group discussion of the difficulties in executing O/C
Roles in Battle Staff Assessment.

Objectives

1. Enabling Objectives:

a. Student must list the four elements in the general role of an
observer/controller and describe the activities in each element.

b. Student must specify the several roles of an O/C in Battle Staff
assessment.

Type of Instruction

Lecture-Discussion, Small Group Discussion
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(See Training Note 3)

C.

d.

After-Action Review

Reporting

2. Roles of an O/C in Battle Staff Assessment

(See Training Note 4)

a.

b.

D. Lesson Outline
1. General Role of O/C
a. Observation
. b. Assessment

|
|
|
|
\
\
|
|
|
|

Observation

- Assessment

Oversee BS Self-Assessment

 Feedback and Analysis
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References

1. Chapter IX, "Battle Staff Integration,” IDA Paper P-2560.

- 2. “Guide for Analyzing and Assessing Battle Staft Functions."
Training Aids
None

Training Notes

1. The purpose of the lecture-discussion covering the general role of the
Observer/Controller is to obtain some common understanding among
participants about the role of the O/C in assessing the learning of military
units at training centers-and elsewhere.

In general, the role of observer/controllers is:

a.  To observe unit performance;

b. To assess unit performance, in relation to the unit's effectiveness;
C. To provide after-action reviews to some or all unit personnel; and
d. Under certain circumstances, to report O/C conclusions to

responsible training management personnel.

The ultimate purpose is to try to achieve some common perception of
the four main elements in the O/C role.

2. The several roles (elements) in battle staff assessment are:

a. To observe battle staff performance, both of individuals and of the
group (battle staff) as a whole.

D. Assess observed battle staff performance, both of individuals and
of the group as a whole. Here, the O/C observes, makes notes,
and evaluates (assesses) performance of the various processes,
and judges their effectiveness.
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C. Oversee Battle Staff Self Assessment - Here the battle staff uses
forms that permit members to assess its performance of the
various competence processes. The O/C supervises completion
of the forms and compilation of data.

d. Conduct anélysis and feedback. The O/C helps BS to analyze and
interpret results and conducts after-action review.

3. The general role of the O/C usually consists of the four elements shown
in the Lesson Outline. Although O/Cs may never have seen this role set
out in this fashion, these are the four essential activities of & general
O/C. With experienced O/Cs, a brief discussion should reveal that these
are really the basic elements of any O/Cs job.

Some O/C groups may be experienced. If so, there should not be fnuch
discussion required.

However, if O/C students are not experienced, more discussion. will be
needed. -

4. With experienced O/Cs, the role in battle staff assessment should be
only slightly different -- mainly requiring only a focus upon battle staff, its
personnel, and its activities.

With inexperienced O/Cs, the role in battle staff assessment will be
slightly more complicated but also easier. Follow through with full
explanation of each element in the O/C role.

5.  After completion of the lecture-discussion, form small groups and use the
"topic method" to discuss the following topic:

a. Discuss the O/C Roles in Battle Staff Assessment and develop
group conclusion with regard to the following topic:

"What are the main problems in performing the O/C role in
assessing Battle Staffs?*

Note: The Instructor should direct the groups to select a

representative to present the group’s conclusions to the
class. '
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DEVELOPING COMPETENT ORGANIZATIONS

Schedule

Time allotted Scope of Each Activity

1 hour Lecture covering the conceptual material about the
framework and the Competence Model upon which
the training is based.

(See Training Note 1)

Objectives , -
1. Enabling Objectives

a. Student must state the organizational attributes required for an
organization to cope with present day operating conditions.

b. Student must define Organizational Competence and state its
relation to Organizational Effectiveness. ~

Type of Instruction

Lecture-Discussion
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D. Lesson Outline

(See Training Note 2)

(See Section Il of the Course Reference Material)

1. introduction

a.

Present-Day Operating Conditions

(1)  High levels of turbulence.

(2) Increasingly unpredictable events.
(3) Increasing rapidity of critical events.
(4) Increasingly complex organizations.
Impact of Conditions

(1)  Premium upon organizational problem solving and
responding capabilities.

2. Required Organizational Attributes

a.

b.

C.

Reality Assessment
Adaptability

Integration

3.  Components of Organizational Competence

a. Definition -- Organizational Competence
b. Competence and Effectiveness
C. Organizational processes as Components of Competence
d. Processes as team (system) products.
4. Indicators of Process Quality
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Research Findings

a. Project FORGE

b. Project CARDINAL POINT
Improvihg Organizational Competence

A Basic Framework -- The Competence Model
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E. References

1. "Developing Functionally Competent Organizations,”
Joseph A. Olmstead, 1993.

2. “Battle Staff Integration,” Joseph A Olmstead,
IDA Paper P-2560, 1992, Chapter V.

3. Olmstead, Joseph A., Christensen, H.E., and Lackey, L.L.,
Components of Organizational Competence: Tests of a Conceptual
Framework, Technical Report 73-19, Human Resources Research
Organization, Alexandria, VA., August, 1972

F. Training Aids

Masters for Vu-graphs to accompany the paper “Developing Functionally
Competent Organizations® are provided in the Instructor Guide. Copies of the
vu-graphs are provided in the Student Guide.

G. Training Notes

1. This instructional unit is highly important because it lays the groundwork
for the remainder of the program. For this reason, it will be important to
follow closely the paper and slides in Section | of the Course Reference
Material. After the instructor’s presentation, the paper should be called to
the attention of the students and they should be encouraged to study it.

2. The Lesson Outline for this instructional unit is an identical outline of the
paper "Developing Functionally Competent Organizations” in Section | of
the Course Reference Material.

It is recommended that the paper be presented orally with slides.
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THE COMPETENCE MODEL

Schedule

Time Allotted Scope of Each Activity

15 minutes Lecture-Discussion concerning organizational processes as
organizational functions.
(See Training Note 1)

15 minutes Lecture-Discussion of process as quality of function.
(See Training Note 2)

1 hour and Lecture-Discussion and delineation of organizational

30 minutes processes.
(See Training Note 3)

Objectives

1. Enabling Objectives

a.

Student must list and be able to identify the organizational
processes that comprise the Competence Model.

Student must know that the organizational processes in the

Competence Model! represent quality of performance by a battle
staff or organization.

Type of Instruction

Lecture-Discussion
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D. Lesson Outline
1. Processes as organizational functions.
2. Pchesses as quality of function.
3. Organizational Processes
a. Acquiring Information
(1)  Definition
b. Communicating Information
(1)  Definition
C. Decision Making
(1)  Definition
d. Contingency Actions
(1)  Definition
e. Communicating Decision
(1)  Definition
f. Executing
(1)  Definition
g. Feedback & Follow-up
(1)  Definition
4. Practical Implementation

(See Training Note 4)
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References

1.

*Battle Staff Integration,” Joseph A Olmstead, IDA Paper P-2560,
Chapter V; Chapter IX, pp IX-1 to IX-19.

2. “‘Developing Functionally Competent Organizations®,
Joseph A. Olmstead, 1994.

3. "Guide for Analyzing and Assessing Battle Staff Functions®,
Joseph A. Olmstead, 1994.

4. "Notes Concerning Small Group Methods of Instruction®,
Topic Discussion, pp 14-21.

Training Aids

None

Training Notes

1.

It should be strongly emphasized that this issue is basic to

understanding the importance of organizational processes. Processes
represent organizational functions and functions are the essential
activities of organizations (See "What is Functional Competence?" in
Section | of the Course Reference Material). If students can grasp the
importance of function and the relationship between process and
function, the significance of assessing battle staff performance in terms of
identified processes should become apparent.

It is extremely important that the concern here is quality of process and
not quantity of processes performed. In short, we are concerned with
“how well* a process is performed and not how often it is performed. The
"Guide for Analyzing and Assessing Battle Staff Functions" contains
qualitative criteria for each process.

Each of the seven organizational processes should be reviewed in detail
and defined, with military examples, within a battle staff context.
Considerable care should be taken to insure that students do not
oversimplify the concepts.
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4. The references recommended for this instructional unit cover a wide
range of implications and potentialities. This wide range is provided for
the instructor’s edification. However, in discussing implications with
students, it may be wise to limit implications to those more directly

relevant to the performance requirements set out specifically for the O/C
job. -
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A. Schedule

PROCESS ROLES OF THE BATTLE STAFF

Time Allotted

Scope of Each Activity

30 minutes

20 minutes

10 minutes

Lecture-Discussion concerning process roles of battle staff
members -- special emphasis to distinguish between
position specific process roles and general process roles of
battle staff members.

(See Training Note 1) -

Small group discussion of difference between the two roles
and implications for performance.

(See Training Note 2)
Class discussion of performance implications.

(See Training Note 3)

B. Objectives

1. Enabling Objectives

a. Student must distinguish between Position-Specific process roles
and General process roles.

C. Type of Instruction

L ecture-Discussion; Small-Group Discussion.
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D. Lesson Outline

1. Position-Specific Process Roles
a. Definition

(1)  Processes stipulated as specific part of job or role of BS
member.

(2) How stipulated?
(@ Job Description
(b) Command preference or Command decision
(c) - By default .
2. General Process Role |
a.  Definition

(1) At some time, it may be necessary for any BS member to
execute any process, depending upon situational demands.

(2) ltis important that BS members be able to diagnose
operational situations and supply appropriate process
performance, as required.
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E. References

1.

~ *Battle Staff Integration,” Joseph A Olmstead, IDA Paper P-2560,

Chapter IX.

F. Training Aids

None

G. Training Notes

1.

It is important that O/Cs know that best BS performance occurs when a
BS member performs well the process requirements stipulated for his
particular job; but, in addition, performs well the process requirements
that are not specific to his job, but, instead, arise because a situation
demands them. In short, processes may be either job-specific or
situation-specific. The most effective BS member may perform both ways.

It is also worth mentioning that some commanders may prefer one, the
other, or both approaches. It behooves the BS member to learn the
commander’s preference and adhere to it. However, in BS assessment, it
is probably best for the O/C to make sure that BS personnel adhere to
both approaches.

After completion of the lecture-discussion, form small groups and use the
“topic method" to discuss the following topic:
a. Discuss the two process roles analyzed here and develop group

conclusions with regard to the following:

(1)  What are the advantages and disadvantages to BS
effectiveness of each process role?

(2) How should an O/C handle after-action review of this
issue?

Note: The instructor should direct the groups to select a

representative to present the groups conclusions to
the class.
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b. When the time allotted for the small-group discussion has elapsed,
reassemble the class, and instruct the representatives to present
the conclusions of their respective groups.

3. Initiate class discussion of performance implications, both for BS
personnel and for O/Cs.
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FUNCTIONAL ACTIVITIES

Schedule

Time Allotted Scope of Each Activity

30 minutes Lecture-Discussion concerning facilitating activities and dys-
functional activities within battle staffs.

(See Training Note 1)

20 minutes Small-group discussion of differences between facilitating
activities and dysfunctional activities, and implications for
battle staffs. :

(See Training Note 2)

10 minutes Class discussion of facilitating activities and dysfunctional
activities and implications for O/C performance.
(See Training Note 3)

Objectives

1. Enabling Objectives

a. Student must define and distinguish between Facilitating Activities
and Dysfunctional Activities of battle staff members.

Type of Instruction

Lecture-Discussion; Small-Group Discussion
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D.

Lesson Outline

1.

Functional Activity

a.

Facilitating Activities

(1)  Definition

(2)  Effects upon BS effectiveness

(83) O/C observing facilitating activities

(4)  Problems in judging (assessing) facilitative activities
Dysfunctional Activities

(1)  Definition 4 -

(2)  Effects upon BS éﬁectiveness

(8)  Problems in identifying dysfunctional activities

(4)  Problems in judging (assessing) dysfunctional activities

A-45




INSTRUCTIONAL UNIT Vi

References

1. “Battle Staff Integration,” Joseph A. Olmstead, IDA Paper P-2560,
pp IX-24 - 27.

2. “Notes Concerning Small-Group Methods of Instruction,” Topic
Discussion, pp. 14 - 21.
Training Aids

None

Training Notes

1. In the initial lecture-discussion; the important distinction should be made
between facilitating and dysfunctional activities of battle staff members.
The impact upon BS effectiveness should be noted.

2. After completion of the lecture-discussion, form small groups and
use the "topic method" to discuss the following topic:
a. Discuss the two types of activities and develop group conclusions

with regard to the following:

(1) HowcananO/C identify facilitating and dysfunctional
activities?

(2) How should an O/C handle after-action review of this
issue?

. NOTE: The instructor should direct the groups to select a
representative to present the group conclusion to the
class.

b. When the time allotted for the small-group discussion has elapsed,
reassemble the class and instruct the representatives to present
the conclusions of their respective groups.

3. Initiate class discussion of implications for O/C afteraction review.
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) ASSESSING PERFORMANCE

Schedule

Time Allotted Scope of Each Activity

1 hour Covers the conceptual aspects about assessing
performance.
(See Training Note 1)

Objectivés

1. Enabling Objectives
a. Student must list and define two purposes of assessment.

b. Student must know the two methods of assessing BS process
-performance and the potential values of each method.

Type of Instruction

Lecture-Discussion
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D. Lesson Outline

1.

Purposes of assessment.
(See Training Note 2)
a. Feedback of learning

b. Evaluation

Targets of Assesément.

(See Training Note 3)

a. Entire units

b. Groups (Battle Staffs)

C. Individuals

Methods of Assessing Process Performance.
(See Training Note 4)

a. O/C observation and feed back.

b. Unit - self observation.

C. Value of each method.

(See Training Note 5)
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1.

2.

References

*Guide for Analyzing and Assessing Battle Staff Functions®,

Joseph A. Olmstead, 1993.

"Battle Staff Integration,” Joseph A. Olmstead, IDA Paper P-2560, 1992,
pp 1X-23 to IX-27.

Training Aids

None

Training Notes

1.

It is important for students to understand the material presented in this
unit because it will determine how they approach the act of assessment.
Students should understand the rationale of assessment because this will
determine the seriousness with which they approach their responsibilities.

The purposes of assessment are:

a. Collect information that can be fed back to battle staff members so
they can learn from it. After-action review, when conducted
properly, will provide accurate assessments so that unit members
can learn from it. After-action review is used more frequently.

b. Less frequently, O/Cs may make assessments mainly to provide
data for evaluation purposes. Use of the data for such purposes is
less motivating for learning than after-action reviews used for
learning.

Targets of battle staff assessment may be (1) the performance of entire
units, eg. , a battalion; (2) the performance of a battle staff alone, and;
(3) the performance of individual members of a battle staff. Which target
is selected depends entirely upon the type of information that is desired
and the number of O/Cs that are available to make the assessment.

There are two basic methods of assessing process performance.
One method involves personal observation of battie staff performance by

O/Cs. In this instance, one or more O/Cs personally observe the
activities of members of the battle staff at close range, most likely within
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a TOC. The O/C watches activities, makes notes, may use check lists,
and eventually arrives at conclusions about performance, evaluates it,
and feeds back to battle staff members in an after-action review. It
should be noted that the observation method is less formal and less
systematic than BS self-assessment; however, it does have the value of
trained observers who make judgments about performance.

A second method is "battle staff self-assessment”. In this method, O/Cs
supervise and assist members of the battie staff to complete
assessment forms (see the Guide for Analyzing and Assessing Battle
Staff Functions). After completion of the forms, the O/C supervises
compilation of form response data, interpretation of results, and leads the
battle staff in drawing conclusions about BS performance as viewed by
the BS members. Then, planning for improvement can be conducted by
the battle staff.

5. Each assessment method has certain values and either may be most
feasible under certain conditions. The observation method produces less
systematic results. On the other hand, the observation method has the
value of informed judgments by “impartial observers® who, when properly
trained, will understand the Competence Model and the value of using
the model as a framework for assessment. '

The self-assessment procedure has two important values:

(1) BS members can assess themselves aimed at learning, and
should be more motivated to improve.

(2) The assessment is a systematic analysis based upon the
components of the Competence Model. Therefore, the results and
conclusions may be more organized and systematic , even though
assessments are made by the same personnel who did the
performance.
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INTRODUCTION TO THE BATTLE STAFF ASSESSMENT SYSTEM

Schedule

Time Allotted Scope of Each Activity

1 hour Lecture-discussion of the elements of the Battle Staff
Assessment System.

30 minutes Small group discussion of understanding about the various
elements of the system and clarification thereof.

30 minutes Lecture-discussion concerning the potential uses of the
system. - '

Objectives

1. Enabling Objectives

a. Student must list and describe each element of the Battle Staff
Assessment System.

b. Student must list and define three potential uses of the Battle Staff
Assessment System. '

Type of Instruction

Lecture-discussion; small-group discussion.
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D. Lesson Outline

1.

Elements of System.

(See Training Note 1)

a.

b.

e.

f.

Competence Model
Assessor guidance

(1)  Assessor guide
Assessor instruments

Data formulation and analysis
Interbretation of data

Disposition of data

Small-group discussion.

(See Training Note 2)

Potential uses of the system.

(See Training Note 3)

a.

b.

C.

Generate data for training
Periodic unit self-assessment

Generate data for evaluation
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E. References

1. "Battle Staff Integration,” Joseph A Olmstead, IDA Paper P-2560, 1992,
Chapter IX.

2. "Guide for Analyzing and Assessing Battle Staff Functions,”
Joseph A. Olmstead, 1994.

3. “Notes Concerning Small-Group Methods of Instruction,” Topic
Discussion, pp 14-21.
F. Training Aids

None

G. Training ‘Notes

1. Note that the “elements of the Assessment System* are comprised of
several different aspects.
a. Element 1.a., Competence Model, was covered in Instructional
Unit IV. So it will be necessary only to review the Competence
Model! here.
b. Under Element 1.b., "Assessor Guidance," the principal guidance

is in the "Guide for Analyzing and Assessing Battle Staff
Functions,” which will be presented and discussed thoroughly in
Instructional Unit IX.

C. The various Assessor Instruments are also included in the "Guide."
Here, they need only be displayed and discussed briefly.

d. Data formulation and analysis, interpretation of data, and
disposition of data will be discussed in later instructional units.
Here they need only be described and discussed as part of the
Assessment System.
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2. After Completion of the 1-hour lecture-discussion, form small groups and
use the “topic method" to discuss the following topic:

a. Discuss the Assessment System and its various elements. Try to
clear up any lack of understanding of the system as a whole and
obtain understanding of O/C management of the several

elements.
NOTE: The instructor should direct representatives to
~ present the group conclusion to the class.
b. When the time allotted for the small-group discussion has elapsed,

reassemble the class and instruct the representatives to present
the conclusions of their respective groups.

2. Resume the lecture-discussion with it aimed toward discussion of
potential uses of the system.

There are three general potential uses of the system:

a. To generate data for training. Here, the assessment purpose is to
' provide data (qualitative or quantitative ) to assist training
personnel and commanders to diagnose strengths and
weaknesses in battle staff performance and to design future
training accordingly.

For periodic unit self-assessment. There are built into the system
procedures for assisting the unit to collect data about its own
battle staff performance, so that it can periodically conduct its own
diagnostic in a systematic manner, and provide meaningful
information upon which training can be planned.

The third purpose is to generate evaluative data for responsible
personnel (commanders or training officers ) so that training or
other corrective actions can be planned.

An important aspect of this discussion of purposes is to get
across that the assessment system can serve several purposes
and O/Cs should not view it as a single instrument into which they
could be locked.
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THE ASSESSOR GUIDE

A. Schedule

Time Allotted Scope of Each Activity

Assessing Battle Staff Functions, its contents, and its uses.

(See Section Il of the Course Reference Material)

B. Objectives
1. Enabling Objectives
a. Student must know the potential uses of *The Assessor Guide."

b. Student must know, in general, the criteria of quality for how well

1 hour Lecture-Discussion covering the Guide For Analyzing and
i

|

|

organizational processes are performed.

C. Students must be able to apply operational definitions for each
organizational process.

\
\
| C. Type of Instruction
Lecture-Discussion
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D. Lesson Outline

1.

introduction to Guide
(Seé Training Note 1)
a. Parts of Guide
b. Uses of Guide
(See Training Note 2)
Review of Sections and Contents.
(See Training Note 3)
a. Review Competence Prqcesses
b. Indicators of Quality of Processes
(See Training Note 4)
o Operational Definitions
Criteria for Assessing

Assessment Forms
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References

1.

- *Guide for Analyzing and Assessing Batitle Staff Functions,*

Joseph A Olmstead, 1994.

2. "Battle Staff Integration,* Joseph A. Olmstead, IDA Paper P-2560, 1992,
Chapter IX, pp 23-27, and Chapter X.
Training Aids

"Guide for Analyzing and Assessing Battle Staff Functions*

Training Notes

1.

The *Guide for Analyzing and Assessing Battle Staft Functions" is in
Section I of the Course Reference Material. It is also Section Il of the
Student Text for this program. Accordingly, each student should have in
possession one copy of the Guide.

It is important that each student become intensively familiar with the
contents of the Guide and practiced with the procedures and techniques
described therein.

The Guide should be his companion during his O/C activities.

The principle uses of the Guide include (See pp 13-14 of the Guide):

a. Use as a handbook and ready reference source as O/C performs
his duties,

" b. Medium for observation and analysis of BS performance, by 0O/C,

consultant, or within-unit observers, :
C. Medium for Battle Staff Self-Assessment

(1)  Short Form *Quick-Fix" survey

(2) Comprehensive Group Self-Analyses, -

d. Medium and source for identifying training needs.
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3. The sections and contents of the Guide should be reviewed in class very
carefully and in depth. Of particular use to O/Cs will be operational
definitions and Indicators of Quality.

4. During the review of the Guide, it will be especially opportune to
reemphasize that organizational competence refers to the guality of

process performance. Note especially the Indicators of Quality in the
Guide.
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OBSERVING AND ASSESSING BATTLE STAFF PERFORMANCE

A. Schedule
Time Allotted Scope of Each Activity
1 hour Lecture-Discussion concerning O/C roles in battle staft
observation.
1 hour Lecture-Discussion on relating BS process performance to
operational outcomes.
30 minutes Small Group Discussion on how to deliver feedback to
recipients by type and ensure understanding of functional
- and dysfunctional battle staff actions.
30 minutes Discussion of problems in managing feedback to
commanders.
B. Objectives
1. Enabling Objectives

a. Students must be able to describe how to conduct an on-site
observation of battle staff process performance.

b. Student must know how to relate BS process performance to
operational outcomes.

C. Student must be able to distinguish between descriptions of
facilitating actions and dysfunctional actions in assessment of
process performance.

d. Student must stipulate the type of process performance feedback
when conducting after-action review with battle staff versus after-
action report to unit commander.

C. Type of Instruction

Lecture-Discussion; Small-Group Discussion.
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D. Lesson Outline
‘ (See Training Note 1; See Section Il of the Course Reference Material)
1. O/C Observation of BS
(See Training Note 2)
a. Techniques
b. Coordination
C. After-Actioh Review
d. After-Action Report
2. Method of Observation
(See Training Note 3)
a. Observation techniques
b. Self-assessment forms
(1)  Short form
(2) Long form
C. Procedures
d. Compilation of Data
3. Feedback
| (See Training Notes 4 & 5)
a Types
b. Recipients
C. Techniques
d. Management of Results

e. Potential Problems
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References

1.

*Guide for Analyzing and Assessing Battle Staff Functioning,”
Joseph A. Olmstead, 1994.

2. “Battle Staff Integration,” Joseph A. Olmstead, IDA Paper P-2560, 1992,
Chapters IX and X.

3. "Notes Concerning Small Group Methods of Instruction,”
"“Topic Discussion,” Joseph A. Olmstead.

Training Aids

*Guide for Analyzing and Assessing Battle Staff Functions,” See Section Il of the
Course Reference Material.

Training Notes

1.

The term “Battle Staff Self-Assessment” is used to distinguish participant- -
judged assessment from assessment made solely by O/Cs and

presented to the BS by the O/C in the form of after-action review or
after-action report. Here, self-assessment involves surveys of BS
members who respond to questionnaires in which they are asked about

various aspects of the BS’s process performance. In this way, the BS
assesses itself.

An O/C may have either a “supervisory" role or a “coordination® role. In
the “supervisory" role, an O/C may supervise or “oversee" activities of BS
members as they distribute and collect forms, make data compilations,

interpret data, etc. The O/C supervises the members work as an "expert
resource.” : A

In the coordinator role, the O/C actually assists BS personnel to conduct
the survey and interpret the results.

In both instances, the O/C may either feed back or assist in feedback
results.

Two forms for seli-assessment are provided in the Assessor Guide,
Section I of the Course Reference Material. The forms are
"Organizational Competence Survey: Short Form,’ and "Organizational
Competence Self-Assessment: Long Form.” The only difference between
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the forms is that the long form contains more items and, therefore, gets
into the issue of BS performance in somewhat more depth. Thus O/C’s
may gauge selective strengths and weaknesses in processes.

Both forms provide simple quantification of rating scale responses so that
both separate process scores and total “Competence Scores” may be
computed.

Compilation of data is simple. Each response to each item on each
survey has a numerical value shown. Data compilation for either form
involves the following:

a. For each response item separately, sum all of the response
values for the entire group. Divide the sum by the number
of respondents. This figure will be the mean or-average for
the item. 2

b. The mean will give a rough idea of the general view of the
BS group on the item.

C. Repeat this operation for each item.
d. Compare mean scores and variation in scores to get
relative comparisons of participants’ views of performance

on each process.

Managing feedback of results is somewhat ticklish. It will be helpful if
group members can be induced to examine this problem carefully.

Spend 15 minutes orienting the class to the problem.
After the 15 minute lecture-discussion concerning types of feedback and

recipients of feedback, form small groups and use the “topic method" to
discuss the following topic:

a. Discuss the kinds of problems likely to be encountered in trying to
manage feedback of the results of self-assessment activities.

NOTE: The instructor should direct group representatives to
present the group conclusion to the class.
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b. When the time allotted for the small-group discussion has’elapsed,
reassemble the class and instruct the representatives to present

the conclusions of their respective groups.

5. Resume the lecture-discussion (full class) with it directed toward potential
problems in management of feedback results.
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BATTLE STAFF SELF-ASSESSMENT

A. Schedule

Time Allotted Scope of Activity

1 hour Lecture-Discussion covering O/C roles in battle staff self-
assessment

1 hour Lecture-Discussion covering use of self-assessment forms

and compilation of data.

15 minutes Lecture-Discussion covering types of feedback and
. recipients of feedback.

20 Minutes Small-group discussion of problem in managing feedback
- results of self-assessment activities.

25 minutes Class discussion of possible problems in managing
feedback results.

B. Objectives
1. Enabling Objectives

a. Student must be able to describe the Battle Staff Self-Assessment
procedure.

b. Student must be able to compile data from completed BS Self-
Assessment Forms.

C. Student must be able to attach meaning to results of BS Self-
Assessment data compilation. :

d. Students must distinguish between types of self-assessment
feedback when conducting after-action review with battle staff
versus after-action reports to unit commander.

C. Types of Instruction

Lecture-Discussion; Small-Group Discussion
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D. Lesson Outline
(See Training Note 1; See Section Il of the Course Reference Material)
1. O/C roles in battle staff self assessment.

(See Training Note 2)

a. Supervision (oversight)
b. Coordination (assistance)
C. After-action Review

d. After-action Report
2. Data Collection
(See Training Note 3)
a.  Self-assessment forms
(1)  Short form
(2) Long form
b. Data collection procedures
C. Compilation of data
d. Interpretation of data
(1)  O/C interpretation
(2)  Group interpretation
(@) O/C leads

(b) O/C supervises
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3. Managing Feedback Results

(See Training Note 4)

a.

Types of Feedback

(1)  Directive

(2) Group analyzed and discussed
Types of recipients

(1) Battle Staff as group

(2) Commanders

Potential problems for O/C

(See Training Note 5)




INSTRUCTIONAL UNIT XIi

E.

References

1.,

"Guide for Analyzing and Assessing Battle Staff Functioning,”
Joseph A. Olmstead, 1994.

2. “Battle Staff Integration®, Joseph A. Olmstead, IDA Paper P-2560, 1992,
Chapters X and X.

3. “Notes Concerning Small Group Methods of Instruction,”
“Topic Discussion," Joseph A. Olmstead.

Training Aids

“Guide For Analyzing and Assessing Battle Staff Functions.* See Section Il of
Course Reference Material.

Training Notes

1.

The term “Battle Staff Self-Assessment” is used to distinguish participant- -
judged assessment from assessment made solely by O/Cs and
presented to the BS by the O/C in the form of after-action review or
after-action report. Here, self-assessment involves surveys of BS
members who respond to questionnaires in which they are asked about
various aspects of the BS's process performance. In this way, the BS
assesses itself.

An O/C may have either a "supervisory” role or a *coordination® role. In
the "supervisory" role, an O/C may supervise or “oversee" activities of BS
members as they distribute and collect forms, make data compilations,
interpret data, etc. The O/C supervises the members work as an "expert
resource”. ‘

In the coordinator role, the O/C actually assists BS personnel to conduct
the survey and interpret the results.

In both instances, the O/C may either feed back or assist in feedback
results. :

Two forms for self-assessment are provided in the Assessor Guide

(Section Il of Course Reference Material). The forms are: “Organizational
Competence Survey: Short Form,” and Organizational Competence Self-
Assessment: Long Form." The only difference between the forms is that
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the long form contains more items and, therefore, gets into the issue of
BS performance in somewhat more depth. Thus. O/Cs may gage

~ selective strengths and weaknesses in processes.

Managing feedback of results is somewhat ticklish. 1t will be helpful if
group members can be induced to examine this problem carefully.

Spend 15 minutes orienting the class to the problem.

After the 15 minute lecture-discussion concerning types of feedback and
recipients of feedback, form small groups and use the “topic method" to
discuss the following topic:

a. Discuss the kinds of problems likely to be encountered in trying to
manage feedback of the results of self-assessment activities.

NOTE: The instructor should direct group representatives to
present the group conclusion to the class.

b. When the time allotted for the small-group discussion has elapsed,
reassemble the class and instruct the representatives to present
the conclusions of their respective groups.

Resume the lecture-discussion (full class) with it directed toward potential
problems in management of feedback results.




INSTRUCTIONAL UNIT Xit

'REVIEW OF ON-SITE OBSERVATIONAL PROCEDURES
(In Tactical Operations Centers (TOC))

Schedule

Time Allotted Scope of Each Activity

3 hours Practical Exercise applying all techniques and procedures
based on particular simulation. During this period an
assessment will be made of the particular TOC to develop
techniques for observation of BSE.

1 hour After-action review with O/C’s to clarify techniques.

Objectives

1. Enabling Objectives
a. Student must know principal on-site observational procedures for
assessing BS process performance.
Type of Instruction

Practical-Exercise; Small Group Discussion.
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D. Lesson Outline

1. Walk through of TOC

2. Assessment of procedures
3. Technique analysis of observation of BSE
4. Discussion of procedures and techniques
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References

1. *Guide for Analyzing and Assessing Battle Staff Functioning,”
' Joseph A. Olmstead, 1994.

2. "Battle Staff Integration,” Joseph A. Olmstead, IDA Paper P-2560, 1992,
Chapters IX and X.

3. "Notes Concerning Small Group Methods of Instruction,”
“Topic Discussion,” Joseph A. Olmstead.

Training Aids

Tactical Operations Center and/or Simulation Center.

Training Notes

1. Ensure that O/C’s understand critical elements of operational phases.
2. Develop insight into where best points of observation exist in any given
situation.

3. Ensure that O/C’s understand when and where to give critical feedback.
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PRACTICE IN PROCESS OBSERVATION AND ASSESSMENT PROCEDURES

A. Schedule

Time Allotted Scope of Each Activity

1 hour Practical exercise in process observation and assessment
procedure.

30 minutes Interactive discussion on techniques used and questions

and answers on how to improve techniques used -
lessons/lecture discussion/after-action review.

1 hour Practical exercise continues applying improved techniques
from lessons/lecture session. -

30 minutes After-action review.

B. Objectives
1. Terminal Objectives

a. Student must be able to conduct satisfactorily the principal on-site
process observation and assessment procedures. '

b. Student must be able to compile BS self-assessment data and
accurately interpret the data.

C. Student must within a simulation, satisfactorily observe and assess
Battle Staff Process Performance.

C. Types of Instruction
1. Practical Exercise

2. After-Action Review
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D. Lesson Outline

(Review Training Notes, Lesson Plans XI & XIV and Section II, Appendix E of
the Course Reference Material)

1. Process Observation/PE
2. After-Action Review
3. Process Observation /PE
4. After-Action Review
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References

1.

“Guide for Analyzing and Assessing Battle Staff Functioning,"
Joseph A. Olmstead, 1994.

“Battle Staff Integration,” Joseph A. Olmstead, IDA Paper P-2560, 1992,
Chapters IX and X.

“Notes Concerning Small Group Methods of Instruction,”
*“Topic Discussion,” Joseph A. Olmstead.

Training Aids

Use of Simulation Center or TOC

Training Notes

1.

2.

Review previous lesson plans.

Ensure that'O/C’s position themselves to observe key events of
particular phase.

Do not interfere with critical activities.

Be unobtrusive, but provide feedback at critical points in order to take
advantage experiential actions for teaching points.

Share techniques with other O/C’s.
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PRACTICE IN SELF-ASSESSMENT DATA INTERPRETATION

AND AFTER-ACTION REVIEW

Schedule

Time Aliotted Scope of Activity

30 minutes Class-Discussion - a review of Self-Assessment Procedures
and after-action review.
(See Instructional Unit Xi)

45 minutes Practical Exercise - Complete data forms and compile data.
(See Section Il, Appendix C of the Course Reference
Material and Training Note 1)

45 minutes Continue Practical Exercise - Interpret data.
(See Section 1l, Appendix C of the Course Reference
Material) :

30 minutes Break

45 minutes Continue Practical Exercise - Use data to plan after-action
review.
(See Section Il, Appendix C of the Course Reference
Material)

45 minutes Class Discussion - Procedures and problems in Self-
Assessment after-action review.
(See Training Note 2)

Objectives

1. Terminal Program Objective

a. Student must be able to compile battle staff self-assessment data,

accurately interpret the data, and prepare a data-based after-
action review.

Type of Instruction

Lecture-Discussion; practical exercise; small-group discussion; and class

discussion.
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D. Lesson Outline

(See Training Note 1; See, Section Il of Course Reference Material)

1.

A Review of Self-Assessment Procedure and After-Action Review.

(See Instructional Unit XI)

a. Review the Self Assessment Procedure.
b. Review the Self Assessment forms and their use.
C. Review procedures for compiling Self-Assessment Data.

Conduct Practical Exercise C.
(See Section II, Appendix C of the Course Reference Material)
Procedures and Problems in Self-Assessment after-action review.

a. Class discussion based on experiences in the practical exercises
and inferences therefrom.
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References

1.

"Guide for Analyzing and Assessing Battle Staff Functions,’
Joseph A. Olmstead, 1994. :

2. “Battle Staff Integration," Joseph A. Olmstead, IDA Paper P-2560, 1992,
Chapters IX and X.
3. “Notes Concerning Small-Group Methods of Instruction,”
“Topic Discussion,” and “Conference Method,* Joseph A. Olmstead.
Training Aids

"Guide for Analyzing and Assessing Battle Staff Functions”

Training Notes

1.

The instructional unit is predominantly a practical exercise consisting of
several activities related to compiling -and interpreting data. Step by step
instructions for conducting the practical exercise are in Section I,
Appendix C of the Course Reference Material.

The exercise will provide students with at least one experience in
compiling and interpreting the.kind of data with which they will be faced
in the field.

The protocols outlined in Appendix C will provide the basis for a clear
experience in Battle Staff Self-Assessment.

Following completion of Practical Exercise C, conduct a class discussion
of procedures and problems that can be anticipated in Self-Assessment
after-action review.

Use the Conference Method to conduct the class discussion (See "Notes
Concerning Small-Group Methods of Instruction,” *Conference Method,”
p.7, Section | of Course Reference Material). ’

Insure that closure on use of the after-action review is obtained if
possible.

Both forms provide for simple quantification of rating scale responses SO
that both separate process scores and total “Competence Scores" may
be computed.
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Compilation of data is simple. Each response to each item on each
survey has a numerical value shown. Data compilation for either form
involves the following:

a. For each response item separately, sum all of the response values
for the entire group. Divide the sum by the number of
respondents. This figure will be the mean or average for the item.

b. The mean will give a rough idea of the general view of the BS
group on the item.

C. Repeat this operation for each item.

d. Compare mean scores and variation in scores to get relative
comparisons of participants’ view of performance on each
process.

4. Managing feedback of results is somewhat ticklish. 1t will be helpful if
group members can be induced to examine this problem carefully.

Spend 15 minutes orienting the class to the problem.
After the 15 minute lecture-discussion concerning types of feedback and

recipients of feedback, form small groups and use the “topic method" to
discuss the following topic:

a. Discuss the kinds of problems likely to be encountered in trying to
manage feedback of the results of ‘self-assessment activities.

NOTE: The instruc’ior should direct group representatives to
present the group conclusion to the class.

b. When the time allotted for the small-group discussion has elapsed,
reassemble the class and instruct the representatives to present
the conclusions of their respective groups.

5. Resume the lecture-discussion (full class) with it directed toward potential
problems in management of feedback results.
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PRACTICE IN PROCESS OBSERVATION AND ASSESSMENT

WITHIN SIMULATION

A. Schedule

Time Allotted Scope of Each Activity

1 hour Practical exercise in process observation and assessment
procedure.

15 minutes Interactive discussion on technigues used and questions
and answers on how to improve techniques used -
lessons/lecture discussion/after-action review.

1 hour Practical exercise continues applying improved techniques
from lessons/lecture session.

45 minutes After-action review with Battle Staff in simulation.

B. Objectives
1.  Terminal Objectives
a. Student must be able to conduct satisfactorily the principal on-site
process observation and assessment procedures.
b. Students must be able to compile BS self-assessment data and
accurately interpret the data.
C. Student must within a simulation, satisfactorily observe and assess
Battle Staff Process Performance.
C. Types of Instruction

1. Practical Exercise

2. After-Action Review
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